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T'hife paper identifies key rariables in both tli^^^^--^ 
design and iiplemeotation of educatiooal planning lodels and presen^s^ 
a conceptual frametrork that meaningfully relates these variables^ 
Purpose of the conceptual 'frameirork is to proyide educational 
researchers and practitioners ifith a ^cognitiye map" of significant 
rariables associated trith educational planning. The fraietrork vas 
first deyeloped on the basis of an ^ztensiye reyieif 'of the literature 
and then validated. and refined on the basis of data col]Lected froi 
orer 75 school districts involved in systematic plann/ing^ef forts. The 
fraieirork is organized arpu&d three categories of ,irariables, 
including techniques and lethodoXogies, process variables^ and local 
application variables. Basically, the fraievork atteipts to focus 
attention on three questions about a planning model: (1) vhat are the 
specific techniques and methodologies ,of the model? (2), Hotr does the 
lodel gain legitimacy and effectiveness in the'schooX system? and (3) 
Hotf is the model adapted and used in .the school system? 
(fiuthor/JG) , , \ 
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In recent years a great aeal cf atxent'icn ?:s.s beec focused upon 
pianniBg in education: A rather inpressiTe a^^unr of literature has 
<snerge4 describing and ge;ierally a^crazaxin^ one or another pianning 
zaodel end certain cf these iso'dels' have teen ^.ttespved in educational 

4 

settings vlth varying degrees of success. 

At least one najcr ^tu:!^!;!:^ rlccV. zc effective isxlesentation 
cf a planning ncdel^^.&s been zt.^ lac?, cf '^nderstar.ding as %o hcv a 
syst^ noves frcr. -^izzer. des^ripticr. cf the planning zcdel "{the 
design phase-J tc the ar":ual 'cehavic^r ic iiakir^ the z.^el vcri. Toe 
little att^ticn has leen given to trjs rery .complex sex cf behaviors 
involved iii closing ihe ga^i betve^c- design and i^pienentation. 

; In-'a study cf educational p'^-^r^nir.z'^ the present^ authors attempted 
to identify the key variables ir, ffCth the design, .aild inpl^iasntatlon of 
a planning n-odel ^and then through.^ conceptual fran^yorji shov hov these 
Variables -could meanirj^fully- be relat^ed. The pul^pose cf the fraaevork 
^ vas to. provide researchers and practi^icners'vith a '*cogr-itive c:ap** of 
^sienlficant variables assd^^iated vlth ediicational pj^nning'. ■ 

^An ^a:lgin^» hypotiletlcal f ramevcurk vas first developed on the 
basis\ of an ^xtensivi*, rer^-ew^'of the literfe^tur^T Guided by tMs fraiae- 
vorfe* d^t^/vere Collected fr^>m ^ver 75- school districts which had been, 
identified as iii?/plved in a ^yeteciatrc apprda^h to planning. Also^ 

f r ' * ' ' 

iri-^epth case studies ver«, bitten on four school districts^ each of 
vhicn. was sttespting tc inplecent an Identifiahiy different planning 
iEodel 



f The criginal franevcrk vas relatively adequate in exaadnicg rhe;. 
zore specific aettcdclo^ies ard technii^ues cf planning rsodels (nore 
associated with tze design dhase). Hcvever* the data frcs: the survey 
and the case studies strongly s^oggested the need to include Variables 
vhich focus upon t^e organ! 2aticn£l ani t>olitfcal nature cf planning 
(associated -»ritl: inpleiieiitatici:) . The data also pointed to the need^ 
to ^xaslne the. variety of ways Iccal school ^"s^rci^s apply the plan*^ 
nin§ process! Variables needed tc ce incliiiei tc hel? ur.derstand the 
instlt'^tic.'^ally llicsv-r.cratic -^a-ure cf plar,r.ir^> vhich sften appeared 
to Exdify tne *V.:r*" plar.i:i«g nciel fcur-d in "^.^ literature. This 
^edification was found tc be due* in l^rfee measure, tc adrEinistrative 
style and operation* the fasks tc be perfcnied, ar.i the setting in\ 
which planning took' place. 

The Conceptual Framework 

The original franey^X vas refined tc incorporate the missijig 
variables and in its fi^i^ fcrr; is organised arcur.d ^three basic 
categories: " * ^-^^ 

1. _ techniques %tA Methodclcgie^ ■ 

2. Process Variables ^ ^ . 
3- Local^pplicaticn Variables 
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Tae ConcePXr:ial Frazne^'ork — An Qui lire 
(l) Techniques and >^etnodclogies 
— Scope c? ?$.rvicipaticn 
"Target Tine 



— He=curce Ailccaticn 
— Involvement Techniques 
"Initial Organizatim 

— Ccnsultar;t ' 3 P cle 

— l^^cus cf P'^spor-sitilit;^ 

— -Tarp-et C-rcuLS 



n"hat are the specific 
techniques and rzethodolcgies 
cf the pl&nr.ing appro&ch? 



--Jata veneration 



(2) Process Variables 
^"♦Hj. viatic n 
— Pattern Involveinent 



rorx:i't:rer/t - (a) General Cor:=:itnient 
^ ' \ to ?lanning 



(b) Conxiitinent tc the Specific 

Planning Approach 
{c} ^ Corj^iitment tc Parti^cipate 



^rlntfjrface Helaticnships 
^r-^Comntunicaticn and Coordination 
^ — Leadership and Fisk-Taking ' 
^ — I'ecision--''ai'.ine rrccess 



How does the 
planning approach ^ 
gain and retain 
legitiinacy and 
effectiveness in 
the school system^ 
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Hov is the planning ■ 
approach. ectually used 
in the school system? 



IP- 



Cs) Locar Application Variables 

— Mode^ (a) Design-Process* 

■Cb) Solu^io^-I!::ple:;enta^io^• 
vc) Descriptive 
. * — Political Behavior 
"Planning and Change 

Sxplanatior. ci Variables in the rranevork 
1, Techniques and Kezhcgclogies 

This category of variacles focuses upcn specific techniques and 

T^iethoQologies of planning i::odels* Tne variables are characteristics 
* 

basic to planning and are ofxen prescribed in "specific ways in the 
literatiiTe dealing vith planning nodels. Regardless of the degree of 
prescription, each schcol syster- observed has to deal with the following 
variables* ' ' 

SCOPE OF PARTICIPAIIOK: 

Individuals and/or groups participating in the planning 
, process^ or the population ftbn vhicb they are drawn. 
TARGET TIMS: 

The length of the time into the future which is planned, 
e.g.^ very short range (day*by-day decision), short range 
(1-2 years)^ medium range (3-^ years), long range (5 years 
or more)* 

t 

RAJJGE OF CONTEXT: 

What is to be affected by the planning/ e*g, , total system 
vs, subsystejTt; total curriculum vs* nia/:hejnatios curriculum* 
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This variable could be cccsldered a qcntinuun from piece-' 



neal to ccspletely integrated, system-vide planning. 

Time and funds allocated for the process of planning, 
including the source and the anOunt< 

IKVOLVrMEin: TECHNIQUES: ^ 

Techniques uze^ by local system and/or consiiltants to gain 
the involvenent of individuals ar.a/oT groups in the planning 
process < 

liilTIAL 0RGA:a2J^,TI0!<": 

Steps taken and apparatus set up in the local system prior 
to the actual planning in ordei* to facilitate the process, 
e<g*, selecting participants, creating coEonittee systems, 
providing training^sessions- 

POIirrs'OF llfTZRVEIJTIOK: 

Pcints'along the planning process continuum vben interventions 
of some kind are'crucial to Jteep the planning process, moving. 

COHSULTAIIT'S HOLE; 

The role of the outside individuals and/or agency in 
initiating, implementing, and giving character to planning 
process, including fxmding, - \ 

LOCUS OF RSSPOIISXBILITY: 

Identification of the highest level vithiji the organization 




responsible' for planning* 




The identification of the people who are to be affected_*; - 
' by the developed plans, e,g,, certain groups of students. 




parents, teachers, etc- 



DA'EA GEI«niATIOIi: 

* Sources s^id process^^s in the generation of data and 

the use made of the data as part of the decision-making 
process in planning. 
The above items provide a convenient checklist for cpnparing 
plaPDing jsodels in general^ and for i^der standing adaptations made 
in local systems. The items did discriminate among planning* models . 
' and local school districts included in our study. IThey helped to 
provide a partial inderstanding of the node and direction of planning. 
2. Process Variables 

This category of variables focuses upon several processes vhich 
are key variables as local school districts attempt to implement and _ 

i 

sustain systematic planning. It deals mainly with the organizational 
and political environment within which local planning must take place. 
The variables deal .with the factors involved in gaining and retaining 
legitimacy and effectiveness in the local school system, and give 
another dimension to the more static items listed in the first category 
IKITIATIOi;: ^ 

This includes the source of stimulus for beginning systematic 

planning (the person, group or agency which initiates the 

process) and the role of the initiator(s)» 
PATT5KH OF IlfVOLVQffiltT; 

The sequence and intensity of involvement of individuals 

and groups after the point of Initiation. 

y 

Thr^e types of coEcmitment are identifiable; ^ ^ 



(a) General CoEzsltnent to Flerming — t^is refers to tlie 
means by ^ich &* coianijtiaent is gained to the need for 
the planning i and to the level of conmitEtent actually 

.attained by participants in the system'. 

(b) Conzniteent to the Specific Planning Approach — 
this refers to the laeane by which conaaitment is "gained 
to the specific procedures, processes, and demands of & ' 
specific planning siodel- (e.g., PP3S^ !©0), and to the 
"level of coEEiitment actually attained by narticipants in 
th e sy stems. 

(c) Coroitaent to Participate — this refers to the means 
by vhich coEinltment is gained from relevant people to- 
actively participate in planning activities and to the level 
of commitment actually attained by participants in th^ .system 

IHTERFACE RELATIONSHIPS ' 

The planning process brings together diverse groups an^ 
vorks to achieve cooperation among them. TJie concept 
"interface" is based upon the idea of territoriality and 
in the socio-political differences which exist in subgroups 
of complex systems (e.g^, teacher 'unions and parent groups). 
Interface issues are often conflict -laden aiid arise as 
distinct groups attempt (03* are forced) to develop a 
. vorking relatipriship — or interface— with' other groups. 
COMMUHICATION AITO COORDINATION: 

' Formal planning usually entails the formation of new 

■ groups and comiaittees, nfew participants, an increased flow 



of information arrd, in general, more organizatioDal coniplexity . 
This variable focuses upon th'e processes used to provide for 
the needed communiQation and coordination during planning. 

LEADERSHiP AND HISK-TAKIKG: 

Achieving change involves certain risk-taking behavior on , 
the part of leaders. The type of leadership and the degree 
s to which risk-taking behavior is characteri^ic of the 
planning effort is Included* in this item. 

DECISrON-J^AKING PROCESS IN PLANNING: . 

Operationally and ideally, planning entails organizing for, 
35Sdting, and carrying out decisions concerning the future of 

I ^ a syst^. The decision-making^process in a systematic 

planning model may alter or reinforce the typical or -tradi- 
tional decision -making process of the system. New loci of 
power may fo^rm or the status q^uo may prevail* This item^ 
focuses attention' upon the decision-making process during 
planning, and on power and influence within the system, 
and the* interrelationships of these with the planning process. 

3. ■ - Local Application . * ^ . 

There is inherent in every local setting certain idiosyncrtitic 
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factors which influence the inode'T:^ which the planiling model and the 
process variables may be applied. These irtcLude^local politics, values, 
customs, beliefs, ideologies, etc. Data from the study confirmed the 
three different mpdes of planning identified by Kauflnan:^ 
MODE; 

(a) Design-Process Mode assmes little or nothing about 



1.0 



the validity of the ongoing system and is a conqplete apl>roach, 

from needs assessment through implementation and evaliiajion 

I 

of plans. This approach is the idealized £orm of planning 
found in much of the literature and includes the setting of 
pri9rities for the system. It qIso suggests continuo\is 
planning and feedbabk as opposed to periodic ajid/or crisis 
planning- 

ih) Solut ion-Impl ement at ion Mode- " is concerned with the 
'identification and implementation of solutions,^ and assumes 
a ^alid need exists or that the ongoing goals and objectives 
of the system need not be considered^ pr altered, 
(c) Descriptive Mode- "emphasis is upon >simply describing 
^the existing and/or desired system, but not on alternative 
solutions or on inqplementation of plans. Whether by design 
or not, schools following this mode to the exclusion of the- 
others give the appearance of having "bogged down" in verbiage 
(a not uncommon mode^ f or many -of the districts included in our 
study). , . - 

Kaufman related .these three* modes to tlie steps in the planning 
process* Schematically, he showed the, relationship as follows:^ 
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POLITICAL BEHAVIOR: 

' An important recurring theme in the 'analysis of the case 
studies concerns the political behavior of the participants 
(individuals and/or grout)) in the planning process. To a 
very large-degree^ it was thijs behavior 'that determined 
and defined the local application of the planning process 
(i.e..^ modified the planning process to fit the s^io- 
syncratic characteristics of the local school district). 
This item recognized planning processes^ as political 
resources which are acted upon and used by participants. 
X At least two types of political behavior are identifiable: 

1. Influencing -\emphasis is upon applying pressure, 
tactics to maintain or alter certain aspects of the planning 
model (e.g.^ any ©r all of the variables listed under) 
Techniques and Methodologies). The intensity of this style 
is measured bj the personal or group stake in the results 

of planning* ^ 

2. Controlling - seeks to control the planning process 
itself and utilise it as* a political resource fjor select 
'individuals or groups Vho seek to crp^te cpnditions ,a) to , 
centralize or decentralize ^ecision making^ bj to reinforce 
the status quo^or to foster gradual or sudden change, jand 
c) to (ireate new gcrals or. define, old ones more clearly, 
factors which define thi,s item include control of infor-. ^ 
mation, initiation of new ideas ^ composition of planning 
groups and the. locus of the final decisions in the planning 
process. * ^ 

12 ' 



PLArnillJG AlO CKAlfGE: / 

.A great d^ai of act^vi^y can gc on in a systen which can be 

called "planning" vizhoirc actual change making place, 

PlannijVg can functi|onally he used to preserve tha stat\is 

■QUO and ensure its preservation invo the fut^jr^^ Planning 

can also he * tool fo^ ferir^lng about change.. This variable 

^ ' . focuses attention on the actual change {or lack of ir)*as 

a result of planr.|.n^ and ^sug£ests that" the local use of 

pZannlrig can ce, hut need^ncx be, change oriented, 

Planniht invclves acting upcn values in order to create ^desired 

systea in the future* The Vaxher eland and technical language of 
* , • ■ 

.much of the literature on planning net withstanding, the actual use 

/* ■ 

and local arDlication of a planning model will vary greatly. The 

■ i: . . 

node of planni:l£, political: behavior, and degree of change are all 
variables vhic^ have Influence upon and vill be influenced by the~ 
model of planning and the prccess variables. 



The Relationship of the Three Categories 

The above three categories are related. In effect, planning 
techniques and nethodologies are inpler^ented through process variables 
and adapted for specific local application. Put another tfay-, the local^ 
environment of the school systen and the xtature of the process variables 
cause adaptations in the techniques and methodologies of planning, 

?he relationship is shown schematically below* c 



PLANNING MODELS . . ..ARE IMPLEMENTED THR0U6H . \ . AND ADAPTED FOR SPECIFIC 



. . TECHNIQUES 
AND 

METHODOLOGIES 



. . . PROCESS 
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SCHEMATIC OF RELATIONSHIP AMONG THREE PLANNING CATEGORIES 



Ti:is frenevori su^ges^s ztez zhav seZdcn is zhere a "pure** pleimins 
riodel in cperatioc in a scbcoi sysz^. Insiead, zhe planning sodel is 
modified by" the prccess variables and local application. In the process 
of gaining and regaining legiticacx ar,z effectiveness vithin a syste:;, 
the "pure'' planning riodel is ncdifled and scnetii^es drastically changed.. 
Applying ' ^he Cone epiual FranevorX and Pesearoh Propositions ^ 

The emerging llierarjire cn educazicnal planning has concentrated 
to a very large degree upo<^ describing zhe techricues, proced^jires ana 
sethcdolcgies of ^iven planr.ing 3::ciel5. Wfiile such descriptions say 
serve as useful ^uiies no^ducatcrs, -/ney zc not account for the very 
coEiplex variables that cause the sar:e plar'Sin^ nciel ve.^., ??BS) to 
be expressed differently in each zf^ tr-e settings Jtilizir^g it. !^either 
do these descriptions deal vith the coi^plex variables that are involved 
In spelling the difference between success or failure -in the planning 
process* ^ 

A^najor veaZ-cr.ess of this literature is that it is atheoretical in 
naturt and almost devci<of research i^/-dlngs which vill yield mean* 
ingfal insights intb the viability of given planning models* It devotes 
very little attention to relating conc3e?)tually the social, political, 
economic and organizational variables, which individually and €hroiigh 
interaction determine" the nature and scopes, of planning at the school 

district ievel ♦ ^ " ' ^ 

^, J 

The conceptual frasievorX described in the present article is 
derived from^a recently completed study of educaMonal planning. In 
brief, the .franevork suggests a dependent, reciprocal relationship 



anong three categories cf variatles; i^ethodciogles and techciques, process 
and local appHcation. Each categcry is influencsd by and in turn defines 
the other. A '*pure" planning ncdel is codified by process and local 
application resulting in a planning ccnfiguration that iS' sccio-sjBcratlc 
to the setting in vhich it takes place, 

A basic advantage of this franevorit is that it provides a means 
for Tievmg the oyn^c inter-relationship anong three categories of 
variables vhich are relevant to the planning process- It also provides 
the basis for suggesting certain researchable propositions about educa- 
tional planning. 

The fc^iiowing, propositions, selected from a large nuatoer as 

exaJ!^leS)^&3^e based on research using the framev'ork by the present 

authors: ' '■ , * 

' " ProT>gsition 1 :- Educational planning is an activity initiated 
by the chief administrative officer of a given system. The 
chief adninistrative officer plays the key role in initiation 
in local systen? by (a) active leadership and/or -{b) legitimation, 

ProTOSition 2 : Systematic educational planning is initiated by 
cosmopolitan superintendents ^ho have strong formal and informal 
links to "regional, state and federal agencies and organizations* 

Proposition 3 : The initiation "of local planning is related to 
external stimuli, especially (a) the availability of external 
sources of funding, (b) the geographic proximity of external 
agencies which are attempting to induce local planning, and 
(c)'the climate and inducements* set by state departments of 
education ' - ' 

Proposition ^ : Interventions are needed to keep a planning 
process from "bogging down" and to give continued direction to 
the process- Such interventions are not usually built into 
planning models and must be developed ^locally. 

Proposition 5 ; Inherent in educational planning models is' the 
mandate for the greater,' involvement of participants- 



groT>ositicii -6 : Sducatiooal plaiming processes are political 
.resources and vili fee used reinforce the values acd goals 
of those VDO control. then. 

Proposition T ^^ Planning icodel? include 'decision siaking processes 
, which are open, rational, and based on collected data. These 
processes nay be used in.a^'oerpts either to reinforce or change 
the custcJsary decision-caJiins process^ 'in *a school district. 

Proposition 8 : The decision^s^ing process in educational 
planning vill become a political issue vhen (a) planning is^ 
conducted on controversial topics, and/or (b^^ there is a lack 
of localr^^cpnsensus qn ^als, and/or (c) tbe custcisary decision-^ ^ 
naidng process -of a schcol district is 'changed by the planning 
process* . . ^ 

* 

?roT>osition 9 = The inost serious prcblenis faced by school leaders 
in developing systematic local planning are **people-r elated'* 
rather than related to the techniques and isethodologies of plan* ^ 
ning. The EX>st serious propleins are (a) gaining coffimitnent of 
participants in the system to the need for planning, (b) gaining 
^ their comitseht to and active participation in the specific 
processes used, (c) finding and allocating the necessary tiitie 
for planning to take place, and (d) dealing vith interface issues 
vhich arise as diverse groups <cometogevher to plan. 

Proposition 10 : Slxternal consultants are usually involved in 
the initiation ana implenientation of local educational planning. 
Besides training participants, in the process, they often influence 
the level of ^expectation of participarfts toward planning and the 
style of planning (e,g-, amount of participation). 

Proposition 11 : The '*pure" planning models foynd in the litera- 
ture are'ia9dified when translated to the local setting. The 
character of local. process varlable^^ ^and adaptations made for^ 
local application mojp^ strongly infi.uence success and direction 
pf planning than the specific siodel used. 

Conclusion ' " 

Systematic planning is an activity growing in popularity and 
Iniportance. At present, a research base is. missing. Most of the 
literature is generally atheoretical , concenter at ing upon the descrip- 
tlon 6f one or another model. 



« 

The greatest gap in the literature involYes the issues relating to 
the is^jlenennation and continuaticn of rlacning in a local setting* 
The ncvesient' fron the vritten descrlEtion of a planning model to its 
actual use in a school systen involves a ccisplex set of behaviors. It 
also involves modifications and adaptations nade locally vhich invari- 
ahly change the "pxire" planning as Yound in the literature. 

The variables presented in the present article vere found to be 
significant factors in the planning process as local systems atten^jted 
to use planning models. The conceptual frainevork relates to the three 
categories of variables, ^ The frarnevork should help the practitioner and 
researcher focus upon the process cy which^a planning model is inglenented 
and a4apted locally. The freae-p»-ork and its variables suggest researchable 
propositions, an important first step in building the needed resefeirch 
base for planiaing* Hopefully, the ^firamevork 'vxll also focus moi'q atten- 
tion on the process and local application yaria1>les, rathar than the 
cxirrent, almost exclusive emphasis on the techniques and methodoljogies 
of planning.- ^ - 



*Sa:;uel Golcrian axd Kiiliai: Mcynih&n, Develcriin;; a Conceptual 
Fraagvork of Vievin^ ZducatScnal ?2^nirjg , Fina^, Report, Project Kc, 
2B036, Contract OSG*2-2-2EC'35 , Office of Iducatior^, U. S. Depart- 
nent of Health, Ziucation ana welfare, June d9^^- 

2 

■ The foiir planning ncdels vere, Prcgran, Planning, Budgeting 
Systes; Ccmunlty Participeticn Kcdel, Organizational Development * 
todel, and tne Anerican Manageinent Asscciaticn Planning Model. 

3 

"Soger A. Kaufman, '*S>*£tec Apprcacr-es tc Education; Discussion 
and AtteioDteG Integration,** in Sccial and Technological Change : 
^ .Istpli cat ions for Education , edited *:.y Philip ^- ,?iele, .et . al . 
(Eugene, Oregon: Center for the Aavanced Stud>^ cf Educational 
Adninistration, University of Oregon, 1?T0}, pp. 12l-l65^. 

^Ibid., p. 16C- 
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